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STAFF VEMNORANDUM M. 6256
SUBJECT: Short snd tShort-Short' Conclusions

1, The thorny issue of how best to tailor the conclusions Lo our
estimutes so 88 to have the most impact on owr customers was hrought to
8 head by the NIE Survey, It revealed that many high policymslers seldom
saw or at any rate read the NIE's themselves, Instead sll they generally
read were one page hriefing mamos, which most IAC agenecies atiached
to the NIE before sending it forward, Therefore when the Conclusions
of an NIE ran materially over this one pege each agency unilaterally had
to pare them down, _

2o This situation led the ADAE to feel that wherever possible
NIE Coneclusions should be kept dowm to what would fit ento a cne<page
briefing memo so that the agencies would be encouraged to uze the
Conclusion® verbatim and not tinker with them, Where the Conclusions
could not be kept this short, he favored sdding a second set of
"short-short" eonslusions designed specifically for briefing memo
purposes, The TAC agreed that we should experimont with short or where
necessary "short-short" conclusions on & case-by-case basis (see
OANE Notice 6-56),

3. Froper Length Conclusions, We have received sanples of briefing
memog from the three LAL agencies which hawve used them in order to find

out their average length and thus glve ourselves a ysrdstick, These

samples vary widely. In general G2 appsars to prepare the most comprehensive

relatively little cutting or paraphrasing, even if they run over a rege.
The four G-2 samples ranged from L33 to 832 words.* AFOIN uses a much

% Al Vord-connts TnoTude the Statement of the Problem and dissents, where
0,
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shorter and move informsl. statement of the “more significant® findings;
its six samples ranged from 132 to 218 words, OIR's two one~page
gemples contained & good deal of paraphrasing and wewe sboub 300 words
each,

L, It is notewerthy that JIG dvesn't brief Conclusionss lnstead
it sidelines the lkey onps as well as pertinent parts of the discuselon,
ONT also does not brief ths Conclusionss instead it sends the estimate
1tself forward, end also summarizes it orally at the twice-weekly
briefings for SECNAV and CNO. DMoreover, Stete also has now ahandoned
the practice of preparing briefing memos for the Secretary and now aends
only the NIL itself,

5, The above indiestes both that we can be more flexible than we
had previously suppoeed snd that there sre no commen criteria for how
long conclusions should ideally be. It remains highly desirable,
however, that thay bs short snough for quick reading by those customers
who got the NIE alone or to £it on a one page brief for those agencies
which use them., Sinee it is obviously impossible to tailor all conclusions
to one uniform length, we should probably try whorever feasible to keep
them to no more then 350-L00 werds (ineluding the Statement of the
Problem), OF cource, the shorier the bebier,

6. Tuwo Sets of Conclusions, In those cases where we run only
s1ightly ovor Ths above maximm, say to LS50 woards or so, it still seems
worthwhile to use only cue set, since a second set would essentislly
duplicate the firgb, The space problem could be met by minor trimming
or paraphrasing by the briefers. Wherever we feel it essential to hawe
materially longer eonclusions, however, the ataff should pre tue seta,
In this ease it seems bost to keop the so-called Vehort-snort? version
really short (no more than 250 words where possible) because the longsy
version will also be available, These should be entlbled "Short
Conclusions® to differentiate them from the regular oues.

7. Long Conolueions Cnly., In some cases it may be elther undesirable
or infeasibie To proance & second set of “Short Conclusiong®, NIE 11~L-56
iz a case in point. Its omibus conclusions would be extremely difficult
to sum up on one pagej wmorzover shouldntt even the highest level readsrs
take enough time &t least once a year to sean 3-l papes summarizing the

over-all Soviet picture, On such occasions we should probably reconmend
to the TAC that a short version be omitted as misleading,
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8. 17y Conclusion. !y own feeling is that ow conclusions have
tended to run too long, with the truly major estimates too often
submerged among many essentislly secondary points., We also sometimes
include too much descriptive or situational material ("Argentina is
currently ruled by a provisional govermmentee.."). We should probably
resist more the ejzﬁ of ageney Yexperis" to spell out their on

pet points, OFf coyrse different aspects of each problem may be important
to different IAC naies and we are in the business of producing intere
agency estimatee, 1Mais chacun a son gouti
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